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' _ Althcugh efficlency in gaucatlgn has Lteen a
' 1anq*stanalnq concern, school districts are not rationally or
scientifically managed or run in a businesslike manner, Yet this lack
~of efficiency may not te the result of fccr management Lty schocl-
_»alstrlct administrators, School district ranagers are forced to - -
‘respond guickly to an- ever—-changing melange of requirements and
. programs, have v1rtua11y no real authcrity tc make basic perscnﬁel
aeq1slans. and have no incentives for acting éfflcléntly. Fea
instance, districts are often required tc discharge or promot
persbnnel .vithout reference to merit criteria, Administrator {
promotions are sometimes based on ‘certification rather than gualltles :
or contributions, Teachers are~bften fcrced to allocate 1nstruct‘gnal‘#-
. time to noninstructional activities like test administration and :
- £i11ling out forms. Finally, seniority ;1ght= and .state-level
.retirément systens. of ten force school districts to retain expefisif
“"staff. Thus, the cause of school district irefficiency may be_fodi ,
.-in state agencies. that legislate what districts are itc. do. There will
be little 1mpravement in school district efflclenﬂy tntil state ’
officials give district-level administratcrs s;gnlficant
alséfetlanary authority. The greatést petential for lmp:cvement in
- public education tcaay ma? b% found at the state level, :
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It'islalm ISt aa1gmat1c Eadav to dacry tha éCGﬁGmlC EErlﬁgEﬂ*

X\Qléa Eac;ng ‘the, publlg elemaﬂtarysaecaﬂdary eduaaﬁlan sectgr and

S

. \aﬁcarﬂlﬂglv ca zall forth raﬂEWEd EPféftS far 1mprcved accsuntabll—
A\

\ 1§y, efflclency, pr@du¢t1v1ty, and’ maﬂagerlal cempetencé\ln -the
s@ha@ls The educatlﬁn SEQth of sac;eay is dasllnlng While not
bélhg able te cmuntef this trend dlréctly, admkglgtrat1VE éffl*

slengy\ean pEGVldé a.methadsfaf Qrdéfly reductlon' during the

{

. f@réseeable future. ,.~"“ : :' S b '?“;-a .

%ﬁﬁcently a& agent Eram a largé 1ﬂsuranca f;rm abserved that

the source @fggeadershlp lﬂ h;s camﬂaﬁy was - hlghly chfelaééd Wlth

ecanamlc cycles 'Duflﬁg g@cd tlmes the pféSldéﬁt is 1nvar;ab1y

\geiectad fr@m the marketlng lelSLDﬂ Durlng hard tlmes he is

M ('

selected from the actuarlal lelSlQﬂ So 1n publla educatlaﬂ in

gcad tlmES we tend to seek leaders with bgld new Caddltlcnal) pro~

5

éram ldéas and thé talents for mablllzlng the fequ151te fgrcas and

‘esSurces. Times are not so good aﬂd we - flnd @ursalves searching

' ;32 leaders who giﬁ deliver quall\y education while be;ng ‘erea-

JElVé dlsmantlers," “sost conscious, " "hard- n@s&ﬂ oy |
¢ ThiE dLSCHSSlGﬂ paper is erttén in the ”ﬁlmes are hard"

framawsrk Its purp@se is to stlmﬂlaﬁe discugsion ab@ut s;ﬁ

2

'lﬁéffiﬂiénciés" in publlc educatleﬂ as well as strategles far L
é * - .

remédylng Fhem Bef@re dlscuSSLQg the six. .areas af 1nqu1ry, I

would llke to trace some of the hlsﬁcry af EfflCléﬂCY CDﬁcerﬂS lh .

A

'-éducatléﬁ; and then to make a few sﬁacémgnts about how schaois segm

]

4 ' : . o




to c:sperate B&'{n of t:héﬁe really serve as ‘Q'EEEI:LSES for sugges- .
tiong I mska at fhe end QI the paﬁe* N

* EFPICTENCY IN EDUCATION: A LONG-STANDING CONCERN

-
-

g*’

vHGﬁéver there are several Qvérlapplng ccncepts which are often
in the minds of peapla Aﬁlng tha term: ratianally, SQlEﬁtLElcally
mahaged ryn in a buSLness like mannér results o:lented iz:cm—'
getnéd Wish'axpéﬂdltuﬁﬁ‘sahtrol- technalaglcally lagigal A Sp@kgils
»peraons for afficiency in scho@ls have at 1east<ir@m the turn of

the century, aigued thelf cause fram the c@ﬂVlctlg? that the pub—

11: aducation ssctcr is woefully lacklng these alement;i

Whlle prassure for efflclency in educatL may have crlglnas
" ted from the buslness commnity,_a sizqable sector gfgﬁhe educa-.
tion profession has carried-the banner for more éff;glent opera-

tion of schaéls In his 1mportant work on this toplc Callahan;'

e_(Educatlan and the Cult of Efflclen'z_ Ghlcaga The University of

Chicago Press, 1962) traces the influence of preeminaﬁt superin-

tendents and education professors in the early crusade for
# : . = . ) \ 14

l Effi&iéﬂéy: The major disciples wezé;Babbit,_Spauldingg Gﬁbbérly,?
‘and Strayer. The tangible effects of the crusade Wéra'thg_pla%
?"ﬁgcn,éah@cl; Spé@ializad teachers, ﬁeachéf evaluatian; the school

‘ survey, the study hall aﬂd cost accguntlng The net effect in

Callahaﬂ S opinion is that educat@rs took -on mcre the rcle of

ﬁechnlclans/mechanlcs and less the role @f educat;cnal ph losapher/
|

statesman, 4 mgjcr tragedy in American educatlgn

EAN
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.. . . the essen;e @f the Eragedy was in adaptlng ,
;valueg and practices indiscriminately and applying them *
with little or no consideration of educational wvalues or

. purposes. It was not:that some of the ldeas from.the

- business world might not have been used to advantage in

educational administration, but that.the wholesale adop-
tion of the basic values, as well as the techmiques of
the business-industrial’ wcrld was' a serious mistake in®
an institution whose .primary’ purpose was the education
of children. Perhaps the Eragad was not inherent in
the borrowing from business and 1ndu5try but iny in-
'the application.. (p. 244) :

Appllcatlens in the name'éf effigienéyﬂincluded:_'studies-

3

ShDWlng that 1azger cla s;zelwag less expensive and no less
effective; reccmmanda ons for school céngalidatian;'gfgwﬁh of

specializacion of tHe teaching staff; éﬁnﬁal reports~laden With
B P )
cost 1n£o:matlﬂn and varlgus indices; and management surveys
. L
ThéSé‘aﬂd éther aLfla’EﬁCY ccnzepts permeated the currlﬂulum of

emerglng pfcgrams in adueatlanal admlnlstzatlan The i?thEﬂi

=

_vulnerablllty of publ;c schacl aémlnlsﬁrgtars strang Publlc

cplnlan, and the desxre to "prafe351analize schcal admlnlétratlaﬁ
_ .

all ancguraged admlnlstfat@rs tcaembrace efflglancy andftechn;cal.

'campetencé in their Erainlng and in their work. Sta%us (and

T or

\,defense frsm the cammunlty) resulted fr@m a superlntendent glvlng

°

&ﬁa Callahan,

.

the aﬁpearanca Df admlnlsterlng sc;entlflcally ‘Yét

{
such a stamce ultlmately short- changes the ends cf educatlan. Thév

//p:pblem in Gallahan s eyes EElStS today. B PR

Until every child has part of his Wﬂrk in small classes ,

or seminars with firne teachers who. have a reasonable ¢

teaching load, we will not really have given the American

high school, or democracy . for that matter, a. fair trial.

' To do .this, America will need to break with its traditional

practice, strengthened so. much in the age of efficiency, of =
-« asking how our schools can be -operated most economically

and bPegin asking instead what steps reed to be taken to-

provide an excellent educatlan for our children. We

3 . o

- . 3
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must face ﬁh “faot that there is no cheap, easy. A ’ ].'
\ . wdy to educatie a human' being and, that a Free soci- -, .
. v ety cannat andure Wﬁfn@ut aaucaﬁgd men, (Gallaman, - o

.«  -P. 264) e -

At Ehé rlsk f averslmpllfylngf we can Say that Callahan

felt that aducatlen was' t@c lmpqttaﬂﬁ to be subgect ta EfflCLEECY*ﬁJ
'mlﬂdéd nanedﬂ;aﬁgrs ,Th@mas ames picked up the argumEEt in 1968 .. -g
,half a duzen .years’ ‘aftar Callahan and (agaln at the r;sk cf cve:—3bi
slmpllfylng) argued thaﬁ educatlan Was tgc 1mprtaﬂt nat to, be;
adminlstaréd 521enclflaally In h1§ Harace Msnn Lectu:e cf tha;‘

yaaf (The Néw Cult Df Eff1c1en:y'aﬂd Educailﬂn Plttsburgh é‘;~'j' %'

=¥ "\’ -
UnlverSLty of Elttsburgh Press, 1969) Jamés traces the. ' new Qult

of: eff;:lan:y“ from the 1946 Hoover Report Qﬂ affiﬂlency ;n_:ﬁ

g@vernmént Subsequéﬂt felated events lnCludE the deveiapement

’ i

af cpexatlgns reseaféh general sysﬁgms theary,_cybernetlcs and

‘more recently, cost- BEEefLE analy51§ and Prﬂgram budgEtkﬂS Th&se o

repfesant fenewed.eff@rtg to analyze the operatlgns of gcclal . .

1nst1tut10ns incltding Echgcls. The évalutiénlavér half a = "._
(27. ;‘ i .
century of the ccncept of EflelEﬂSY is naticeable The criti-

cisms of s;haal admlﬂlgtfatlcn are less 31mP115t;c and strident.
The concern is bngader than cast savings and deeper than cast k
1ndlces The ratlanallzlng and optimizing assumptlcns of micro-

| e:annmlsts are mare apparent and egpllclt As in the earller wave
af eff;clengy, Ehe hlsﬁarlc lack of buSLness tralﬂlng in educatlog
is stlll'déplérad Hawever, EDncféte prapcsals fgz,remedylng this
maLady aré prﬂpDSed by Jghes (leﬂt programs leadlﬁg ta M.B.A.

1

and Ed D éegrees) S e Aﬂi: R

5- WlthcutlhaVLng fgragree that efficiency conterns represent

=
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; thé tra&ed; dascflbed by Callahﬁ; it Qéﬁ be-said: thatﬁjames s

p—
P

Al

H a Iafn Lecture is Lﬂ thsr
- = “ i T *

@tth Efflclenﬁy mlnded eduga _;_; He 15 *apregéng*tlve Df many-

t@day who are advm:at pg more raCLDnal budgetlng, plannlﬁg, aﬁd-

ianaly315_pgacedureg in Séhéél dlstflcts The re:ammengattﬁn of

the Committee for Economic Develapmentgls an example. <

- #

We urge meedlaté explcratL 1 by school admini~  ..° -

strators of the application of pragram aacauntlngstech—

- niques in Qrdey to identify costs. in school systems and
to take advantage of cost camparrsans . The adoption of
such techniques by school districts will be advanced
greatly if assistance and leadership,in this area are
prQVLded by state departments of edugatLén and by . #
university schools of business, ecoromics, and éducé!

“tion. In applying cost-effectiveness analysis over.
the whole range of school investments and costs, we

urge school districts to explore thoroughly the possi-
ble benefits that will result if the use of school
facilities is extended by various means to lnclude
pef;mds durlﬂg WhLCh they are not used

We. strongly recommend that broad- based studies be
made of the costs and benefits that can be expectéd if
the various technologies involving audiovisual equip- -
.ment, television, computers, and other devices are ~
applied to 1nstruct1cn in the ‘schools on a wide scale. g
4Such studies should take into account ‘the bemefits that
may be obtained through increasing the effectiveness of
. the learning process at the same time that they weigh -

the effects of the.new resources in terms of the a:gam;=r“
zation of instruction, teacher pay schedules, productiv-
"ity, probable use by teachers, and other vital matters.

("Tnnovatlcn in Education: New Directioms for the

Américan School,Y New York, The Ccmmlttee 1968, p., 19)

E:
= &

< ) Ihe tradition of efflclency fo school distrlcts cantlnues

vunabaté into the 197D ' Recént interest in zero-base budgetlng

a7d management by Db;ectlves are testlmen;als that thlS is so. 3

‘While the technlques of efflclency have grown anreaslngly

; saphlstlcated, several aspects af the effitiency tr%ﬁltlaﬁ have

‘,remalned surpfl51ngly CGﬂSLStEﬁt For one, -there remains 1little
: o ‘ E 1R,

;iz\§§> ‘

O.

é
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ilﬂ da,th 7nalys;s by~ efflélaﬂgy advogates oi how SFHacl d;str QEE

Qpezatfzand Why ' Ta be sure we have assumed that. dl;tflcts ;Quld

- be Gperated mera gﬁﬁglaniy and that dlStIlEt admaﬁ;st atgzg.afe'

_Ln Ehé best pDSlthﬂ to brlng about 1ncre%féd af:1c1ancy But !ﬁ

Withaut adaquate descrlptlvé,mcdels we don't - reallv know’ hGW

usefulnaur nofmatlvé madels are 1f we .look' to one cause QE in-

* I =
8

-efflclenay in sch@ol systems, .1t is the’ 1ack af appfcpzlaLe

v

;tralnlng Df schc@l district persgnnel
. L R v . .
Segand the focus on eff1c1ency has samehow stayed on’ the-

=

lacal Sch@cl dlstrlaﬁ Most Df the b@cks amd artlcles cn quern -

Ameth@ds of managememt are aimed at the SQhGDl dlSQi’Ct F@r all

ljt

cf the rhetar;c abaut educatlan being a state 1EVEl&rEEEQﬁSLE1lLty
and for ail of the 1ngreaséd lnfluence Qf the federal gcvernment

ﬂ'ln éduCatign, thg’"heat" for anzeased efflclency in educat;nﬁ has

=

- not risen to thése ‘heights.

In Drder to add samethlng new t@ thls léng standlng ancern
~

for fflclency in the school; we should flrst questloﬂ the. twc v

= . 4

very interrelated stumptlens 1mplled abaveﬁ=t?atfaur beliefs L

. about how schccl d;sﬁrlcts Dperate are reasanably correct and

that the maigf causes of Lnefflglency in school dlstrlctslemanate

= . =,

from 'school dlstrLGtS. /" : S

' 4OW SCHOOL DISTRICTS OPERATE . .
: . Lo 7 .

L]

. = = ) . -_,!- o ) . . .
= . - 7 ,. J 7”
I have faund two ﬂescrlptlans Df haw sehool districts aﬁd

cther Drganlzagécns Qpezate to be in accard with my experlence Ln

school districts. One amphastes what managers dc and the cher

v

F

%



gmph&51z§s'hcw dlatrlﬂﬁs are @tgaﬂ}zed Aﬂd gb%?até Bgth point
Gut;_té me at L§@EL that pﬁ%VlQuﬁ a%&hﬂﬂﬁmwh% abaut haw dlSE. 
- tyleta gvetate snould be: rgetamlﬂ@d bg§@f§ r%%éiles are appllea.;
; ﬁiﬂﬁzbérg $ warﬁ (”Thg Hanaggf S Jaﬂf _Fqlklér§'and ;act;”
Julyxéugusc, 1975 pp. 49°6L) on the

\behaviér @E,maﬂag3r3~1nd;eéﬁe& gt Eé%afél aésuﬂpticns abéut

3fmaﬁa§@fial behaviarrarélgimply not t%ué*v (1) the manager LS a
raflecrive, systé%atic plaﬁnet; (2) has V2 E?Stématlc dutles to .o
";pﬁrféiﬂ sinece his/her job is ta plah aﬂd delégaﬂe CS)ZPEQdS'Q' :

&ggﬁégaﬁédg}ﬂfﬂrmatlén,thlch a forwal ﬂéﬁag%méﬂt,;nﬁéfﬁstian

. Syatey ba%t.pf@vides; andﬂ(é)'ag’gfﬁanaggg. iéfqﬁickly'ﬁézaming:a

m%m@ér Dﬁra salenee and a prQ&é§§LDﬁ Cu thé @@ntrary,_(l)'théirb

detivivies afé Chafaétéf;Z%d by bygvgﬁy, vaxléty " and diéécﬂtiﬂu¥ S

;!ity, Th@} are strangly arlentéd tb ALLion and dislike réflecclve '

‘ééﬁiﬁlELesg (2> Thé,managér has ma&? g%gular dutles to perf@rmi |
? buﬁ ﬂhey Anelude haﬂdllng QXCAP LLONA, ?éEEQrﬂiﬂg ritual snd gf“

Qéﬁ@@@hy, cenductlﬂg HEEDtlatiﬂﬂS Aﬂd ?EbQ%§§1ng soft 1nférmas
tiéﬂ Ehat liﬂks the crganlzatiéﬂ WLtﬁ ivs %ny1rcnment

(3) Maﬁagars str@ngly favoy thé verbal ﬂééla Ctelephéné,
ealls and megtlngs) Fu;therg‘mahagéﬁé_géém ﬂ@tgherlsh "soft!

i mf@mati@ﬂ, espéaially gcssgip,ihéafss@y, and §pec:1ila‘tigh "Every
' :b1ﬁ oF ev1d§ﬁ;e Suggests that-the maﬂgg@t ldéﬂﬁlfies decision
‘bsiﬁuétléﬂﬁ and builds models ror with ﬁh% aggregated abstractlanSA

an MIS provides, but with speeiflc tidbits of data. (p. 52)

(éj'Thé 1‘?11,‘3‘:11**1éllgEJ:’S.I programs--to Séhédﬂié tiﬂé prgééﬁs-ihfcr@atiéﬁ;'

halke déﬁiﬁlﬁﬁs, ece. asremalﬂ iv thaiy hé&iﬁ We may call it

LY

,judgm&ﬁt; jpeuition, etec., but it fééll&\lﬂ?llé% that we don t -

10
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know the déC;San rules 1ﬁxQPEratLDﬂ iiE-"Sgiance“-invaIvés theé

’_Eﬂactlan of systematlc analytlcally determlned pracedures or

rpr@@rams'.ﬁhén ve aré a.very long way,fram being able to SPEQlfY
thase procedures.and, hence what schaol managers should 1ea:n
So much ﬁcr how managers Dperata ' What abcut the Drgan;za;-
tion . and cpefatién of s;h@@ls, the context ;n Whlch educatlonal
managers Wcrk? For this-§erspectiv2 I draw heav;ly:upén the Wcrks
cf WEle C"Educat;cnal Orggnizatlcns as LQDsely Ceupled Systems

AdmlnlstratLVE SClEﬂCE Qus;te:;z Mafch 1976 PP. 1- 19) and Meyer

i

aﬂd RDwan ("thes on the Stru:tura Qf Educat%@ﬂ OTgan;gatlans

Revised VerSLGﬁ,” AEEELQaﬂ SDGLDnglQal &SSQGlEElGﬂﬁDSaﬂ Francisco, °

1975_ m;mea) Many of thé negatlve Dbservatlaﬁs of schools (e.g.

schoals are not Tun in a bu31nessl;ka mannEf) make SEESE anly-lf

we assume that’ sch@ol dlSEEIEtS are:; c@nstrueted and managed
acc@:élng to rat;anal assumptlons and therefore understandablé anly
- when fatlcnal anal?ses are applled tc them "From this efficiency
perspectlve ‘schools are @Etem seen as archalc not yet ratiaﬁalﬁ‘
lsed arcund praper output méasurés evaluation systéms and control

stzuctu:és MeyEf and Rcwan lent out the - lnterastlng aradox-

heré. Education is viewed by the ”raferm (pTDEfflEL cy) group
as fragile, lnept dlscrganlged and on the edge of cha@s and

dissalutlan despite the Eact that the Educatlgn sectar has g:own

rapldLy:fgr many decadas, e obta;ns huga ecaﬂcmlc réSQurces in a
stabla Wéy.yea: aftégﬁyeéﬁ; _!;'tatalns publlc consent;as a sart
of sem;mcncp@ly in s@ciéty, R is»cgnstantl?.shgwn by éuﬁveys to
*f2321ve véry ‘high levels of support and ccﬁdeence fr@m rts [ ";”
;gnstltuency,rand ~is known ‘to. have VEEY high levels of Jcb ;
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,Satisfaaticﬁ amangvits-pafﬁ5cipant§ " (pp- 11;12) ‘

§

iy

PE?HapS thDle are managed pacrly f?gm a ratlon&l re-

“Form" perspegtlve but they may be run very Well fDr the Purpases

Ehé?’SETVE The mcre a::urata &iﬁééiﬁﬁl@ﬂ of educatlan 1ﬁ gen-
r

;reral and SGhDGl dlsﬁrlcts in paftlcular is that Df "1aesely

0 i
lccupled" @rgan;zatlens ' o ' T

i [The 1mag§ry of 1@@3& coupling lé] to convey the R
- image that coupled events are responsive, but that each. A
- event also preserves its own identity and some evidence o '
of its physical or logical separateness. Thus, in the
case of an: educational organization, it may be “the case .
that the counselor's office is 1Dcsely coupled to the
principal's office. The image is that the principal
" and the counselor are somehow attached, but that each
retains some identity and separateness and that their .
attachment may be circumseribed, infrequent, weak in
its mutual effects, unimportant, and/or slow to respond.
Each of those connotations would be conveyed if the
quaLLfler loosely were attached to the word coupled.
Loose coupling also carries connotations of impermanence,
dissolvability, and tacitnmess all of which are patent;ali
ly crucial properties of the 'glue" that holds Drganlza-
tions t@gether (p. 3, Weick) pe

-

There are deflﬂlte advantages tc Ldose écupllng It alié%é'
‘some portions of an Grganlzatlag to pers;;t- Tt may prov;de'
sen51t1ve’52ﬂ31ng mechanism. - It-can more read;ly allow f@r--
locallzed adaptatlon The schaol system can patent;ally retain a

greater number of mutatlans and ﬂDvel sclutlaﬁs than Wculd be the

case w1th a tightly couplgd system. IE there is a breakdgwn on

-fcne part;an of a Iacsely coupled system than this bréakdawn is

sealéd fo and does not affect other pDItLDﬂS of the crganlzatlan
The:e ma? als&-ba more room avallable for self- détérmlnat on by =

Ehe actors.- Lcaselyﬁgcupled sys tems should be relatlvely Lnaxpeﬁs

“ sive to rum because it_ﬁékegrtime and money to coordinate people.

homect
)
b
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‘ As. much’ of what happens and should happen inside
. ‘educational orgdnizations seems to be defined and .
. validated outside the organization, -schools are-in. the,
7 ‘business of building and mgintainifg categories, a
~* . business that requires é@@fdinatigﬁ%inly on a few S
- specific issues, for instance; assiljjment of teachers. . .
. This reduction,in the necessity for ‘gpordination results. SRR
"in fewer conflicts;” fewer inconsistengies among activi-
 ties, fewer discrepancies between catigories and activi-
-ty. Thus,” loosely cdupled systems, see{'\to hold the costs .
of coordination-.to d minimum. . Despite \&his being an
‘{néxpensive system, loose coupling is atfho a nonrational
system of fund allocation and therefore,;unspecifiable,
unmodifiable, and incapable of being used.qs means of -
' change. (p. *8, Weick, emphasis added) I -

. : o . o . - . ’ ; . .. B -
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- Meyer and Rowan deséribéxtﬂe;implicatiqnsf&f the concept of

loose coupling in schools.
. . American. educational organizations arsiin business
to maintain ‘a "'schooling rule" or theory of education -
. embedded in society. This“rule gpecified a series of
. = categories--teachers, pupils topics, and schools, which
, define education. Elaborate controls make §ure the
\\ appropriate categories exist.. The categories them-

®

selves,” and the system of inspection - and coritrol are
formulated to avoid imspécting the actual activities of
.+ the schools. p. VIS W R T L

\

p “From Ehe-vieﬁpoiﬁt of ad administrator, maintaining
‘the credibility of his school and the wvalidity of its

categories .is crucial. The confidence of the state

bureaucracy, the federal govermment, the community,’ and .

profession, the pupils and-their families, and the B

teachers themselves mist be.maintained. All of these i

people must help sustain the social reality that the

school is a valid one--there is no independent test,

and if these groups decide it is not a valid school, .o

everything comes apart. (p. 25, Meyer and Rowan,

emphasis added) o

There'afe SEVE"al-fEaSDﬂSJWhY a "gational, sensible, Ameri-.
can administrator” Wéﬁl&‘avoid closely inspaég&ng the internal.
?rqcesSEE of the scha?l_ For D;é, the administrator. needs
 feachers and pupiis to maintain their formal roles in good faith,
“and tfé display reasonable Eublié satj}sfaéti@n, Se«:cnd;‘% to :ﬁany v __

external bodies (state, accrediting agencies, the community, and




the participants ﬁhemselves, costs of goods aﬂ&lﬁerviies‘ﬂééﬁribes*

M

.. ,‘}. _ s L R [ . - s s 1.0 . i )
the quality and meaning of -scho ol. Thus ‘it makes little sense to

sae éducatiq%él @fgénigaéiaﬁé,és prcducing for an-eaaﬁémic‘marketv'
bégausa}ffom,this éécnomizin% perspectlve thesa Erltl;al featur
vaﬁha choal m;aht be tfeated as castly waste ‘as lii§1l1t125
ather than assets. Expendltures per student or the number of
‘bcéks.in;thé library are among_common indices of édacatlonal

o N
quality, even th@“‘h ﬁaxlmlzlng these ;nches may require a stud-

‘;Ed lnattentlan toan e:cnamlang nglE Thlrd, Schc 177 like
other Qrganigatlgns, attempt to buffer th21r core tEChﬂDnglES
" from unpredictability. Intr@ductlng arganlggtlonal unpred'cia—

.bility by ﬁeasuring what puplLs 1earn, what teachers teach, etc.,

lntreduces an uﬁnecessary uncertainty, aﬂd increases coordinative

‘costs. Fourth, to cape with the myflad of sources @f external
pressure, schools decouple their internal organization.: For

" example, schools of ten have a 1arge number of Speéialists to deal

& i

'\With ""special" categories, and tHis specialize%gzerk is organized

separately and buffered from thej/usual classroomw work.

New categcries need not be integrated into the sturcture. o

They merely need to be’segméntally added to the organization.

Further, they need not "even imply a substantial ¥ ‘eorganization of ,

& = 4 I} = - 1) L] N ?
activity, as the activity implied by a category remains uninspected.

A
The decoupling of the internmal structure of education is therefore

a successful strategy for maintaipning support in a pluralistic en-
= LS QOrt 1nr & p ur - 2

v;ranment (p. 28) School districts behave rationally, given their .

;enviranmentsiv

-
%)
I~
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ARL THE MAJOR CAUSES DF INEFFICIENCIES
- TO: BE FOUND IN JSCHOOL DISTRICTS?

If Eﬁe_dgécriptians QfsMintngfgangyer and R@waﬁ;_aﬁé others
-',?éf similar Dfiéhtatiéﬁ;Aafé even partially correct, éffiéigncy '
:advacétés (in:ludimg mysélf) must rethink our aséumpti@ns of the’
;'schaol district as a (1) factory model, CZ) cperatlng %n a manner
reqULflﬂg reat;onal;zatlcn SpeclflcalLy, we mday be forced to |

Ecnalude that glven the . nature of the current 1ntertw1ned ﬂetwark

of - nganlzatlons called _public education, SQhDDl district admin-= &

istrators -afe actlng qg%Ee fatloﬂally and school dlSErLQtS are
structured ‘and Dpe:ate in a l@glcal mannér. This shauld not
necessar;ly trauble the efficlency crlented educatar ~ Efficiency
is essentially a reform orientation, ang descrlptlans)about how

schools currently operate may do little more than undersocre the

mneed for more rationalized, efficiency motivated wcfk, The impli-

cation of this is however, is that tha causes oi lnef it¢iency may
not emanate from the school dlstrlct, althcugh the sympt may be

found there. If this is-true, then we can begin tc understand why
| recent efficiencyioriented reforms (FPBS,@Qégﬁ-éffectiVéﬂegé \
éﬁalysis, ete.) aimed directly at school districts have had so
little substantive effect. It also suggests that we should begin
to look outside of school districts' for facﬁafS‘cﬂntfibutiﬁg’tg
1nefflclency in school districts.  [Two of the m@st llkely places to

qf
look are the state- level and the” federal 1evel eduzat;an policy

making podies.
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SIX ILLUSTRATIONS OF "INEFFICIENCIES"
' WHICH SHOW UP IN SCHQOOQIL, DISTRICTS
S ‘ . 4

,; ,«"f . L
i ol ] i — ., .. - .
Ef I;clency déctgrlng ;mplles at a(mlnlmumi“ﬁaklﬁg steps . -

h

Whlchiylll 1mprmva the productivity of schacls .Tﬁé ﬁurpése Gfi
analySLs is 1mpraved decisidns wnich lead to. greaber prcduct1V1ty

'ﬁét éa descrlbe 513 very d;fferent dlstrlct level decisdion sltua*i

t%cns that I. have come across in th& last two mcnths In one
[y 7
fénse they reflect serious 1nefflclencies but VIEWEd%fme the =
‘fﬁdlétrlﬂt d22131an making perspectlve the.dec;slgﬂs.wera rat;anélf
fb,CIhese—lllustratlans are not drawn ff@ﬁ a single gtate,) )
T B _ o A _

-Discharging Personnel Without
Reference to Merit Cfitafia

Admlnlstratars in one district have been t@ld by their state

\\.

education agency that, igcﬂrdlﬂg to state law, teachars may only

be laid off (l) on the basis of seniafiéy (2) within three broad
categories of taaahiﬁg speéialization. In effect this forces
some teachers with seniority to teaégb‘gutgidé Fheif arééa of
zspeéialiéatian. Equally imp@rtant5 %éme teachers who are highly
-regardéd by their admin%stratafs-muét be let go while others
must be kept.’ | - ' - o o
If district administrators are not given authority (responsi-
bility) for personnel Eécisi@ns beyond firing for gross imcampeé
tence, Why should they be expected to :cnductlanalyses of teach-
ing effectiveness? From a "bus;ness like perspectlve" the be-
havior is inefficient but, from the district perspective, it is

_ratignalgénd efficient,

’ - ) ;ﬁ?/ _ ) o oo
l{llc - \,E——‘ : itJ
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Promotion by Non-Merit Criteria

\__ | " ' o Co 515
/

o

In order to be\%ligible féfzé:pfgﬁéipalship in‘@ﬁe‘laégel
sy%ﬁémg applicants mgsﬁ'haﬁggtéﬁght Ehfee yéatsﬁ takenﬁaﬁﬁéeﬁriaté
géufsawcrk, and passed a ri@gﬁéés peﬂcil %nd papér-egam@. Thase »

' passing the test are put on a list: from which distrlzt 1§veﬁ
sﬁp;:visgfs are selecsad ThEAZ;tant of the, process was- to ‘pro-
vide a pool of applizaﬂts.fﬁcm which tcﬁsel%cﬁ;-a pool which would
be "refilled" as the need arose. Entry into the pool meant: QnLy

that <he applicant would be GDESidEfEdﬁby!dlStflCt?l;VEl deg;SLbni

makars,A HDWEVEff due to a recent state- 1evel ruling this d15=

Ltrlat is reqqued fa place '‘all applicants in the p@cl ih a pflﬁ* {
c;palshlp and this musc be done before the pﬁal can be refllled
In§1v1dua}s who have taught three years, Aaken z:z:ursewcrk and’ :
ﬁassed:thé.ﬁest EEEEIBé placed in pfinéipalsﬁipsi This, ruldng |
efféctively removes much of the discretion of district~level de-

cision-makers to promote thé best qualified individuals. Prin-

N

cipals are ESSEﬂtlallY self- 5elected

Some principals in the system&may be of low quallty (not LDW
enough to be discharged), and their prémgtlcn to principal may be
ccnsidergdairrat%qnala HDWEVET; again from the district perspec-
tive there was 1ittle choice in the matter. ﬁ

Earsanal Decision Not to Seek a Superlnteﬁde ey .
Position Based on Non-Merit Cfiter;a

I have recently had the pfivilegé;cf,warking with a large

: suburba;n school district which is in zfts 'secopd year of implemen-

tation of zerafbase budgeting. The ass;stant superintendent for , i .
- : N -

R * :
: - A

« 3 . . 5 . . . . i ;1
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business affairs has been £he prime mover in this, linking inter-
. V # Es ' ' e ’ o .
- nal staff with exte¥nal human resources and maﬁagiﬁg/%he convet-~
Z

“sion of ZBB in addition ‘&9 his regular duties. The success of

- that impleméni%ticn has been described.in several ﬂaticnglejsuté
nals and W@:kshaps'based on that effort have been well @%Eended
= e 8 2 ; “ ]
by other business officials in the sgtate. That individual has

been the chief business officer in this district for over fivé
years, and holds en M.B.A. from a nearby university (60 units of
, v o o .

/ gfadﬁéﬁe Warg) where he supefvises adminiStrati:?éintérﬁs‘and
fo €i¢é5 chaéiéﬂal guest lectures, This individua is' one of the™
‘:fmééé Eigﬁly)regafdéé business ,dminiétrat@:s in ﬁigégéétlgf‘the
w’:i%téﬁe_f'DESpiie ail';higfphisaégélizati@n fgfiéﬁe éis%gi&tileval

‘?adginistrétiﬁg ;ertifiaaﬁ§ waé turned down beaég}éfEEE state

nistration as Lo

would not accep% his coursework in business ada
. . R %

. ) ’ I ¥ N o . 5 %
being appropriate for educational administrgito:

e

Beeause of this,
the individual has mich less of .a chfice of o8
fog

superintgndency and has decided mot to fry
{rrational decision.

.In one semse, this person is making an

His talents have been recognized and sought jafter. However, given

the é}fficulty a nénﬁcergiﬁicatéd person ‘fates in seeking 33'
superinténdepcyéin that state, his decisio Jras not so irratigm
: | _ o7
Evaluating Programs Using .
Nénfgrﬁductivit? Criteria

¢

Three weeks ago 4 large city systeg lost $1.7
B ' ;/ | ol
federal’aia for its parent~child read%#g;centers! The |program
) A . . S ' i ) :;\ : ) =

" aimed ét 3-7 year olds heaviﬁy invalvg& the parent in feading

\ h
: , \ VA
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instructlen. The results have been spectacular (inner city
Ebildﬁeﬁ répééiedly scoring abgve national.norms). The city

system lgst tbg manéy becauaé.ar the success of the program; it

no l@ﬂgéz éervéd young childxen Wltb severe raadlng difficulties.

The system Qaﬁn@t pick up . the: 5155 lellDﬂ Eab the pragram is to

¥:be Eancelled next yeaf and Ehé'chlldréﬁ Wlll l@se what they

Wl

*:agEﬁélES then thesg have no dlrect relationship to instruction.

fTeachars with large ﬂumbers of bil

3

ks

-

gé%ﬁgd SN Coem 7 : : -
) T ' 7

Distriet adMLnlEtfaCDTS clearly made a mistake (1) . 1f the

'pragram had not been so effective, the?district would still be

_race1v1ng money. Fuﬂdlng mechan;sms that feward 1neff1c1§n2y (or'

that at%alﬁ.ﬂﬂ way rﬂlazed to. perfc%ban:e) s;mply pr@v1de no

lﬂQEﬂﬁlVé for: dLStIlCi level §dmlnlstrat®r3 to act in rational,

o

autpﬁt Jéxlmlzlng Ways
RE

Allocating Iﬂsﬁruatlanal Time To. | .
Non - Iﬂstrucﬁienal ACt1VLCles=- ' i

§

x

1 hava,Iun across cantlﬂual axamples 1n school- dlSEILCEE cf
N

classrcam instruction b21ng 1nterupted so that teachers zauld

£111 GUC forms for external: agen:;as or SO that various instru-

ments could be admlﬂlsﬁered directly ta studen;s by external

In one district recently teachers had to fill out a Sépar%pe
information sheet far each bll{ggual student\ln his/her class.
Each form réqulred 15 ‘minutes of time to complete, and had no

relation whatgaever to Eha 1nstruc§;on going on in the classr@am

gual students reqULred

SHbEtLEUtE teachers to take the class for several: dayf while they-

filléé’aut the forms.

b L I
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This example is repeated daily in some of the larger urban

i

systems. While it is cieafly an inefficient use .of the most

CIlElCal time in schoo }; admlﬁlthaEDfS a law it .to take place

A}

becausa they are farced to.

Retaining More Costly Téaahers
Than Are Desired

H
E i
e

Economists tend to view Ehe un HE"EDstS of lnputs as uncon-

frollable by distfictéléVél decisicﬁsmakers Althcugh the unit

1éamblne thém ?n the most efflcieﬁt manper . Many dlstr;cts%have

Thuch more eﬁperLEﬁcE on their teaching staff than they wauld

W P4

desire. As a result they facé high unit costs Enr teachers. “Not

only are achers pratected by senrﬁr%ty r;ghts (descr;bed &
L

earlier), but EEaté—lEVél retirement systems then have the effect

lccklng an experlenzéd teacher into a sLngle distzlct or into

L,gleéstata_ Districts may: appear to act ine fflELEEEly by

rataiﬁing expensive staff, but they dc notd have the means Whérabyg

[

Fr

and encourage overly éxp%fléﬂééd teachers to retire or relocate.
CONCLUS IONS
' Behind each of the six "inefficiencies" lies a setof
reseérchable policy quésti@ns HéWEVerf."éfficiEﬁt" is in the

y

eyes of the beholder. Tf we viewed schacl d;strlcts as largely

! : o
independent educatiénal organizations, we wculd have tc conclude -

that they are run quite lnefflclently Sghocl distrlc&safust are

QQ}
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‘not rationally, scientifically nanaged, run in a business ltike
maﬁnEff!results%éfientéd,'étiié Howaver, if we see school dis- \
tTlCES ‘as (1) having to respound quickly to an ever changing
meﬂange @f *equlﬁements and programs C7) w;th Vlrtuallv no feaL
authgrlty to mﬂke basic personnel daclglans aﬂd (3) WLth no

ncenzlvas fcr aatlﬂg efflclanﬁly, théﬂ current sch@@l disbrlct
'behaVlDI takas an é new, h;ghly ratlaﬂal mantla, The*buzden |
Df the Iabel "inefficient” must be shsfed .with agenc1es which °
Leglslate what distyicts are to dol

The inefficiencies of sgboq} dlﬁtflgtgg?F?WEll be "institun

ti@ﬂatlzed‘fram abov?f ‘ Requ;ring districts' to prepére ‘three-year:

plaﬁs p?é&ram budgeigﬂ‘prcject evaluaﬁiéns! and cost- beﬁéflt

analyses, w111 continue to yléld a lot of papex and . 11tt1§ changa_
,unless and untll dlsﬁrlct 1evel admlnlsifatcfs ha"e 51an1f1cant
d;scretiénarv authority. Only then will ghch analy ses have
“utlllﬁy iér him/her. I would open up the dlscusgicﬁ then by staty ¢

ing (1) Ehat the greatest potential far 1mpzavam%;t in, pubi;c “

ieducatlan today may be fGUﬂd at the state level; ;. and (2) that’

jénétaté Ledel policy nakers are in a paslti:n to bflﬁg about

. 17@10 ent under the historically evolving reform mantle of
‘ Ffigiency; but that (3) efficiency begins at home
¥ %
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